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Budget — Overarching
Context




VCU’s E&G Revenues Are Driven by Two Sources

1. State general fund appropriations, and
2. Student Tuition and E&G Fees

Both sources are heavily shaped by VCU’s history:

. VCU serves the largest number of in-state students; thus, when state
support is reduced, VCU is often the hardest hit.

. Over time, state funding has eroded VCU more than other institutions.
. Exacerbating this trend is VCU’s historically low tuition and fees:

- As aresearch, doctoral institution with many high cost majors, VCU’s
tuition is below average among Virginia’s 4-year public institutions.

- VCU’s tuition base is largely from in-state undergraduates, which
provides no cushion when state funding reductions occur.
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State E&G Funding Trend (O

Reductions in state support over the past >10 years are evident. Although cuts
stopped with the 2012-14 biennial budget, trends show clear cost shift.
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VCU - Tier lll Comparison ‘
For resident undergraduates, VCU tuition and fees have been low compared to
doctoral and comprehensive institutions — and far lower than other Tier
schools.

FY2012-13 . . .

Institution Tuition & Fees Tier lll Institutions

Virginia Military Institute $13,835

William & Mary 13,570

University of Virginia 12,006 14,000 1 $13,570

Virginia Tech 10,923 | Average = $11,596
Longwood University 10,890 12.000 $12,006

Christopher Newport University 10,572 ’ 1 $10,923
|Virginia Commonwealth University 9,885 $9.885
George Mason University 9,620 10,000 - .
University of Mary Washington 9,246

James Madison University 8,808 8,000 -

Radford University 8,590

Old Dominion University 8,450 6.000

Uva-Wise o 8,107 ’ W&M Uva. Va. Tech VCU
Virginia State University 7,420

Norfolk State University 6,860

Source: SCHEV Tuition and Fee Report, 2012
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VCU — Tier Il Comparison (O

If VCU and its peers are constrained with a specific % increase in lockstep, the trend
for VCU will compound with fewer future resources.
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Challenges & Solutions




VCU’s Revenue Growth — Erratic (O
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* The overall average percent change in funding per FTE over the past 10 years has been
3% (comprised of -2% change in state general fund and an average 7% change in tuition
and fees); annual changes have ranged from -5% to 9%
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Challenge — Support for Quest (O

e VCU’s austere financial situation showed up in resource constraints that Quest
and VCU’s current six-year plan addressed:

- Faculty Salary levels (losing ground to other institutions)

- Steady declines in the percentage of tenure-track faculty

- Rising student-faculty ratios

- Declining staff-student ratios for support employees

- Low numbers of graduate assistantships and stipends for doctoral students

e VCU’s six-year plan has guided budget, tuition and fee recommendations
through strategic priorities:

- Focus on academic quality and student success — retain more of our students and
graduate them in a timely manner

- Commitment to a high quality learning experience for students

- Mandate for translational research that makes a difference
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Solutions — Market Based Tuition Pricing (O

e Over the past year, several tuition pricing structures have been explored by VCU to
assess the impact of market-based models on revenue, student behavior, and student
success.

* Huron Consulting Group assisted in reviewing options, including:
1) Credit Hour Pricing — All Undergraduates
2) Credit Hour Pricing — AY 2014 Incoming Freshmen & Transfers
3) Cohort Based Pricing — AY 2014 Incoming Freshmen
4) Program of Study Differentials
5) Tuition Equivalent to Tier Il Institutions
6) Tuition Changes in Summer Semester
* An Internal Workgroup completed significant levels of tuition revenue modeling

e To assess student reaction to the models, student focus groups and surveys were
completed before and following the BOV retreat

 Benchmarking and review of national practice
* Heavy involvement with Financial Aid and Enrollment Management leadership
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Solutions — Operations (O

 |n order to reallocate funds back to core academic needs, as defined
by Quest, VCU’s Six Year Plan and TJ21 legislation, VCU reviewed
operational changes in FY 2014, including:

- Creating a financially self-sustaining parking operation - S5M annually (5 year phase-in)
- Unifying all utility management across VCU - $1M annually in savings

- Outsourcing all housekeeping operations - $2M annually ($1.3M FY 2014, 71 lay-offs)

- Unifying all maintenance activities - S1IM annually

- Shared service centers (financial/administrative) - operational efficiencies (phased in)

- Mandating a single travel service provider for the institution - $50K annually;
safety/operational benefits

- Ethnography Study of Disbursements, Collections and Treasury Services processes — study
under process currently

INIA COMNMMOMNWEALTH UNIVERSITY
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Solutions — Financial Management (O

e Actions taken by VCU in the past year have resulted in significant
earnings and ongoing savings for VCU:

- A study of spending and resulting improved cash management increased
investment in higher yielding Short Duration Funds resulting in increased
(and unexpected) revenues of approximately $1.0M in FY 2013

- Refunding outstanding debt reduced service costs by $188K annually

- Renegotiation of banking fees (with the weight of all VCU entities) has
provided $160K annually in savings for custody fees

- Savings from negotiation with office supply contractor for printing
supplies projected to generate savings of $99K annually

- IT Optimization has resulted in new “bundling” purchase program and
negotiation of improved rebate structure to begin July 1, 2013

- Travel service review has revealed opportunities for improvement
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Activity Leading to 2014
Tuition and Budget
Recommendations




Board Members and Students Asked ‘

e At the retreat and in subsequent conversations, Board members emphasized the
need to provide tools to students; focus groups provided similar direction.

e Existing and forthcoming resources will be well publicized:

- MyTuition.vcu.edu (www.mytuition.vcu.edu)
- Budgetupdate.vcu.edu (www.budgetupdate.vcu.edu)

- Tuition and Fees Calculator website (www.enrollment.vcu.edu)

- Financial Aid Checklist (www.enrollment.vcu.edu)

- DegreeWorks
- College Scheduler (coming Summer 2013)

e Additional materials will be developed to help students access courses and
optimize credit-taking practices and added training for academic advisors.
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Adopted FY 2014
Budget, Tuition & Fees




FY 2014 E&G Budget — Starting Point

FY 2014 Central E & G Sources of Funding
(Sin millions)

FY 2013 FY 2014
State General Fund E&G Support * 150,550 158,441
Federal Stimulus 0 0
E&G Tuition prior to rate changes ** 321,784 325,210
Total 472,334 483,651
Difference in Revenues compared to FY 2013 11,317

* Increased state general fund supportincludes funds appropriated in Item 206 and in
Central Accounts; does notinclude financial aid orresearch funding

** |Increased tuition revenues prior to rate changes due to enrollment changes; does not
include course fee revenue changes due to enrollment

FY 2014 Central E&G Costs

FY 2014
Total FY 2014 Unavoidable E&G Costs 16,570
Total FY 2014 Highest Priority E&G Requests 8,025
Total FY 2014 Priority E&G Requests 27,372
Total "Gap" - Additional Base Revenues - Total Requests (40,650)

wVCU
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FY 2014 E&G Budget Starting Point O

We worked through a 9-month budget process with UBAC to arrive at a set of
budget requests that fall into 3 main categories:

N
avoidable Budge e Expenses without discretion
pense e Mandated by law or contract

_d

=

Faculty and Student Needs
Enabling needs to support Quest

Variety of requests by all units
All requests must be tied to Quest

Priority Quest

Requests




wVCU

Unavoidable Costs — FY 2014
Unavoidable Costs
April May

BioTech 1 Renovation Debt Service 225,000 210,875
Faculty Promotion and Tenure 111,022 111,022
NIH Salary Cap 210,871 210,871
State Mandated Faculty and Staff Salary Increases * 8,769,027 8,769,027
Fringe Benefit Increase * 4,425,789 4,367,891
Funding for EPTs 1,000,000 1,000,000
State Budget System 91,297 91,297
Costs for Line of Duty Employees™® 7,054 7,054
Undergraduate Financial Aid * 1,146,631 1,146,631
VCU Cancer Center * 1,000,000 1,000,000
VCU Parkinson's Research * 250,000 250,000
VCU Alzheimer's Research * 125,000 125,000
VCU Palliative Care Research * 50,000 50,000
Pharmacy Compounding 2012 Session increase * 500,000 500,000
Utilities Cost Increases 271,871 271,871
Central Rent Charges -102,874 -102,874
O&M for New Facilities Coming On-line 671,323 671,323
Contract Cost Increases 269,756 269,756
Mail Services Cost Increases 16,500 16,500

19,038,267 18,966,244
Less costs funded outside E&G 2,396,631 2,396,631

16,641,636 16,569,613

* State mandated. Some state funding (or all) provided

The costs and the state funding for Undergraduate Financial Aid, Cancer, and Parkinson's
Research costs will be budgeted in different programs.
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Highest Priority Needs — FY 2014 (O

Highest Priority Costs
April May
Faculty Lines per Six-Year-Plan 2,700,000 2,700,000
1% T&R Faculty Competitive Retention/Merit Pool 1,326,213 1,326,213
Faculty Retention/Salary Pool 268,200 268,200
Global Education/Living Learning Community 241,019 241,019
4-year renewable scholarships to high achieving non-residents 500,000 500,000
Funding for Financial Aid 1,350,000 1,350,000
Diversity Scholarships 120,000 120,000
Gross Anatomy cadavers 74,773 74,773
Content Management System 60,000 60,000
Governor's School for Life Sciences & Medicine 30,000 30,000
VPR Request - Tech Transfer Support 93,870 93,870
Academic Support for Student Athletes 32,184 32,184
RamRide - Groome Shuttle Services 426,565 406,565
West Grace Street Office Building - Debt Service 836,870 806,810
Equifax/Security Breach 30,000 15,000

8,089,694 8,024,634

Note: Senior management reviewed all requests again following the BOV retreat in April 2013, and thus the
highest priority requests have decreased.

wVCU
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Quest Priority Requests — FY 2014 (O

VCU’s priority funding requests support Quest

VPAA Requests - Wilder School; College of H&S; Honors College; 9,129,060
Graduate School; Social Work; Education; Libraries

Diversity Requests - Programmatic and Personnel 262,345
VPHS Requests - Nursing; Medicine; Pharmacy; Allied Health; MCC; 7,751,099
Dentistry

VPR Requests - Information Systems; Sponsored Programs; Research 4,149,299
Subjects Protection; Animal Resources; Tech Transfer

Central Requests - University Relations; Assurance Services; 2,015,582
Additional 1% Classified and A&P Faculty Salary Increase

Finance & Administration Requests - Technology Services; 4,064,733

Procurement and Payment; Facilities Management

27,372,118
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Bottom Line — FY 2014 (D

e VCU faced a $5.3M shortfall between known revenues and known “Unavoidable”
costs for FY 2014.

e The gap between “Unavoidable “ costs and the “Highest Priority” requests and
known revenues totaled $13.3M.

e Options for closing either or both of these funding gaps included:

- Increasing the base tuition rate; and/or

- Changing the tuition structure for all or some students; and/or
- Implementing operational changes; and/or

- Improving efficiencies across VCU.

Make it real

VIRGINIA COMNMMOMNWEALTH UNIVERSITY




Bottom Line — FY 2014 (D

* Revenue from most sources are highly constrained, leaving VCU with an austere
budget, especially for a research-level institution with an aspirational vision.

* For FY 2014, without at least a 4.0% tuition increase for continuing students and the
implementation of new market-based tuition model, along with the reallocation of
operational expenses to core academic needs, VCU would have been constrained in
moving forward with Quest and Six Year Plan priorities, beyond meeting unavoidable
costs.

*  We have been critically evaluating base budgets to align with VCU’s academic mission
and evaluating existing cost structures and changes needed for the next 5-25 years.

* New market-based tuition pricing will generate revenues to move into FY 2015, but
VCU recognizes that it must be paired with expense and revenue reallocations and
new ways of thinking about current operational programs and services.
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Actions adopted in FY 2014 Budget (O

Increase base tuition rate for continuing students and change the tuition structure for
new and incoming students and engage in operational changes and improve efficiencies
in several areas:

1. Increase Base Tuition: Approved a $314 increase for in-state undergraduate tuition with a similar percentage
increase (4.0%) for other undergraduate and graduate students; approve increases to fees and unique first
professional rates as noted on following slide and more completely in the Proposed Tuition and Fee and
University Budget Plan FY 2013-14 (59,401,847 resulting revenue); and

2. Tuition Structure: Approved a per credit hour tuition model for new undergraduate students (freshmen and
transfer) starting in the Fall 2013 and ongoing, with a 50% reduction in the per credit hour charge at 15 credit
hours and greater (54,000,000 resulting revenue* net of discount and additional cost of scholarships); and

3.  Operational Change: Approved outsourcing of housekeeping and centralization of maintenance staff and utility
management for all auxiliaries and use the FY 2014 savings to make Financial Aid aid awards to students
(51,293,083 resulting revenue with higher savings expected in future years); and

4. Improve Efficiencies: Approved limitation of external sponsorships, unification and mandating of travel services,
IT optimization efforts per approved plan, improved financial management and oversight; approved the provision
of $1.0M in excess investment earnings from these types of efforts in FY 2013 to cover transition costs and
“hardship” financial aid as needed during the transition to a per credit hour structure.

“ “ v U * Actual revenues will vary depending on student course-taking behavior
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FY 2014 Tuition and Fee Proposal (O

e Recommended Action: Adopt combined tuition and mandatory fees
increases of:

Percent S

Change Change Student Classification
4.19% 414 Continuing Virginia Undergraduates !
3.98% 951 Continuing Nonresident Undergraduate
4.18% 481 Resident Masters level students
3.98% 884 Nonresident Masters level students
4.21% 415 Resident Doctoral Students >
3.98% 770 Nonresident Doctoral Students
1.95% 596 Resident Medicine
3.02% 1,375 Nonresident Medicine ®
9.96% 3,693 Resident Dentistry *
6.60% 4,089 Nonresident Dentistry 4
4,19% 1,064 Resident Pharmacy
4.07% 1,467 Nonresident Pharmacy

1Typical Monroe Park Undergraduate, no program differentials
2Typical Monroe Park program
* Medical Students M-I

*First Year Dental Students
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What Will Continuing Students Pay with Increase?

Regular Session

Resident Nonresident
2012-13 2013-14 $ Chg. 2012-13 2013-14 $ Chg.

Continuing Full-Time Students, On-Campus
Undergraduates Living In Private Housing
Monroe Park Campus

Tuition $7,860.00 $8,174.00 $21,275.00 $22,126.00
University Fee $1,657.46 $1,757.46 $1657.46  $1,757.46
Technology Fee $83.00 $83.00 $83.00 $83.00
Health Service Fee $195.00 $195.00 $195.00 $195.00
Student Activity Fee $90.00 $90.00 $90.00 $90.00
Capital Outlay Fee n/a n/a $612.00 $612.00
Total $9,885.46 $10,299.46  $414.00 $23912.46 $24,863.46 $951.00

Undergraduates Living In University Housing
Monroe Park Campus

Tuition $7,860.00 $8,174.00 $21,275.00 $22,126.00
University Fee $1,657.46 $1,757.46 $1657.46  $1,757.46
Technology Fee $83.00 $83.00 $83.00 $83.00
Health Service Fee $195.00 $195.00 $195.00 $195.00
Student Activity Fee $90.00 $90.00 $90.00 $90.00
Capital Outlay Fee n/a n/a $612.00 $612.00
Housing (1) $5,292.00 $5,454.00 $5,292.00 $5,454.00
Board (2) $3,456.00 $3,628.00 $3,456.00 $3,628.00
Total $18,633.46 $19,381.46  $748.00 $32,660.46 $33,945.46  $1,285.00

6‘3*“ (1) Representative charge for double occupancy.
1 TIT\E
Jﬂ' (2) Assumes 200 block plan w/ $300 per semester in "Dining Dollars".
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What Will New Students Pay in Per Credit Structure?
Regular Session
Resident Nonresident
2012-13 2013-14 $ Chg. 2012-13 2013-14 $ Chg.
New Full-Time Undergraduate Students as of Fall Semester 2013, On-Campus
Undergraduates Living In Private Housing
Monroe Park Campus
Tuition- 15 Credit Hours (1) n/a $9,876.82 na  $26,735.68
University Fee $1,657.46 $1,757.46 $1,657.46 $1,757.46
Technology Fee $83.00 $83.00 $83.00 $83.00
Health Service Fee $195.00 $195.00 $195.00 $195.00
Student Activity Fee $90.00 $90.00 $90.00 $90.00
Capital Outlay Fee n/a n/a $612.00 $612.00
Total n/a $12,002.28 n/a nfa  $29473.14 n/a
Undergraduates Living In University Housing
Monroe Park Campus
Tuition- 15 Credit Hours (1) n/a $9,876.82 na  $26,735.68
University Fee $1,657.46 $1,757.46 $1,657.46 $1,757.46
Technology Fee $83.00 $83.00 $83.00 $83.00
Health Service Fee $195.00 $195.00 $195.00 $195.00
Student Activity Fee $90.00 $90.00 $90.00 $90.00
Capital Outlay Fee n/a n/a $612.00 $612.00
Housing (2) $5,292.00 $5,454.00 $5292.00  $5454.00
Board (3) $3,456.00 $3,628.00 $3456.00  $3,628.00
Total n/a $21,084.28 n/a na  $38555.14 n/a

(2) Representative charge for double occupancy.

(3) Assumes 200 block plan w/ $300 per semester in "Dining Dollars".

VIRGINIA
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(1) Tuition assumes 15 credit hours per semester, 30 credit hours for the year; although 12 credits per semester (24 credits per year) is considered full-time.
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Institution

Carnegie Basic

Benchmarking for Per Credit Hour Structure

Do Other Institutions "Like" VCU Use a Per Credit Hour Tuition Structure?

Community Engagement

AAU

University of Utah

University of Houston

University of Oregon

University of Oklahoma Norman Campus
Wayne State University

Michigan State University

University of Kansas

University of South Florida-Tampa
University of Central Florida

Colorado State University

University of Colorado at Boulder
University of Alabama at Birmingham
Indiana University - Purdue University -
Indianapolis

Georgia State University

Portland State University

University of Toledo

Longwood University
Old Dominion University

VCU

s

RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/VH: Research Universities (very high research activity)
RU/H: Research University (high research activity)

RU/H: Research University (high research activity)

RU/H: Research University (high research activity)

Master's M: Masters Colleges and Universities (medium)
RU/H: Research University (high research activity)

VIRGINIA COMNMMOMNWEALTH

Curricular Engagement and Outreach and Partnerships
Curricular Engagement and Outreach and Partnerships

Curricular Engagement and Outreach and Partnerships
Curricular Engagement and Outreach and Partnerships
Curricular Engagement and Outreach and Partnerships
Curricular Engagement and Outreach and Partnerships
Curricular Engagement and Outreach and Partnerships
Curricular Engagement and Outreach and Partnerships

Curricular Engagement and Outreach and Partnerships

Curricular Engagement and Outreach and Partnerships

Curricular Engagement and Outreach and Partnerships

UNIVERSITY

YES

YES
YES

YES

YES
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Sources and Uses in recommended E&G budget

FY 2014 Central E & G Sources of Funding
(Sin millions)

FY 2013 FY 2014
State General Fund E&G Support 150,550 158,441
Federal Stimulus 0 0
E&G Tuition prior to rate changes 321,784 325,210
E&G Tuition from rate changes 9,402
E&G Tuition from per credit hour structure 4,000
Total ! 472,334 497,053
Difference in Revenues compared to FY 2013 24,719
FY 2014 Central E & G Costs
FY 2014
Total FY 2014 Unavoidable E&G Costs 16,570
Total FY 2014 Highest Priority E&G Requests 8,025
24,595
Fund Student Financial Aid from savings accruing
through outsourced housekeeping and centralized
maintenance (1,350)
23,245
Balance for Priority E&G Requests 1,474

w 1 FY 2014 E&G Tuition does not include changes in course fees

VIRGINIA COMNMMOMNWEALTH UNIVERSITY
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